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Research Objectives 
A shortage of people able to perform well upon moving to different locations around 
the world has been reported as the biggest challenge in the globalization efforts of 
multinational corporations (MNCs) (Briscoe and Schuler, 2004; Caligiuri et al., 2009). 
This study explores the underlying factors driving success of Japanese expatriate 
managers in Japanese subsidiaries in Asia. The study has four main objectives. First, is 
to develop and validate an instrument for measuring Japanese expatriates’ overseas 
assignment competencies (OACs). Second, is to examine the influence of various OACs 
on expatriates’ job performance. Third, is to expand Tung’s (1981) contingency 
approach to the selection of expatriates by investigating the relative importance of 
OACs and other individual and non-work antecedent criteria according to job 
requirements such as rank and type of assignment. Individual factors investigated in this 
study are previous overseas assignments, English and local language proficiency and 
willingness to work in a specific country. The non-work related factor investigated is 
whether the expatriate is relocating overseas with family or alone. The final objective of 
this study is to investigate the current expatriate selection practices employed by 
Japanese MNCs and the extent to which these are similar to and/or different from the 
recommendations in the English language academic literature and/or Western MNCs 
experience. 
 
Methodology 
The study is exploratory in nature and uses a quantitative design as the main research 
strategy. A questionnaire survey was conducted and data from 885 Japanese expatriate 
managers working in the subsidiaries of 32 Japanese MNCs in six major ASEAN 
countries (i.e., Singapore, Malaysia, Philippines, Thailand, Vietnam, and Indonesia), 
China, and India were analyzed using exploratory factor analysis, confirmatory factor 
analysis, and linear regression techniques. A qualitative design using a multiple case 
study approach was employed as a complimentary research strategy to the quantitative 
methods. Interviews with expatriates currently on assignment in nine Japanese 
subsidiaries in India and Thailand were used in order to investigate the contextual 
conditions behind the phenomenon of study. 
 
Findings 
The exploratory factor analysis and confirmatory factor analysis revealed four 
underlying factors of Japanese expatriates’ overseas assignment competencies in Asia: 
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Management Talent, Performance Maintenance Leadership, Behavioral Flexibility, and 
Local Culture Literacy. The four-factor model proved to be a sound solution because of 
its adequate fit indices, score reliability and validity. The findings indicated that while 
the content of the OAC instrument developed and tested in this study is similar to the 
global manager competencies proposed in the Western literature based on mainly U.S. 
and North Western European samples, the degree to which these competencies 
contribute to expatriate success is not the same. The pattern of overseas assignment 
competencies that Japanese expatriate managers use in order to accomplish their job in 
Asia is different from what is commonly argued that intercultural competencies such as 
openness, adaptability, flexibility are the building blocks for expatriate success and 
development, and are positively related to job performance (Bird et al., 2010; Mol et al., 
2005). In this study, Management Talent and Performance Maintenance Leadership 
were the most relevant competencies in predicting Japanese expatriate’s job 
performance in Asia. In contrast to Western literature, it seems that success for Japanese 
expatriates requires them to make less use of Local Culture Literacy and no use at all of 
Behavior Flexibility competencies. The results provided some support for Tung’s (1981) 
contingency approach to selection by indicating that the relationship between OACs and 
expatriates’ job performance is moderated by type of assignment (defined as learning- 
or demand-driven). The result for the moderating role of managerial rank, by contrast, 
was not supported.  
With regard to the relevance of expatriates’ individual and non-work related factors, 
the results indicated that previous overseas assignments, English language proficiency, 
and pre-departure willingness to work in the country of assignment were predictive of 
superior job performance in Asia for Japanese expatriates. Managerial rank and type of 
assignment were not shown to moderate the impact of these individual and non-work 
level predictors on expatriates’ job performance.  
Findings from the multiple case study indicated that expatriate selection practices of 
Japanese companies reported in this study differed from the recommendations in the 
Western literature/MNCs experience. The results clearly indicated that in Japanese 
companies there is a disconnection between business strategy and management talent 
development and no coordination between business strategy and human resources 
management. Further, there is a little integration between HR activities in the 
headquarters and HR activities in the subsidiary. Case study findings provided support 
for and expanded the findings from the empirical analysis. In both studies Management 
Talent and Performance Maintenance Leadership were indicated as the most important 
competencies related to assignment success from Japanese expatriates working in India 
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and Thailand. Beside managerial rank and type of assignment, other contextual factors 
such as functional area of the expatriate, the country of assignment, the subsidiary 
development stage, and the industry/business sector of the local operations were 
indicated as potential contingency variables that may moderate the relative importance 
of OACs on expatriate’s job performance.  
 
Theoretical Contributions 
The present study advances the expatriate literature in multiple ways. First, the study 
reports on a part of the world which is relatively underrepresented in past and current 
research with regards to expatriation. The findings confirmed the relevance of a need for 
an Asian-specific model of OACs by providing insights about the ways Japanese 
expatriates accomplish their work in Asia. The economics framework of implicit 
contract theory developed in the present study advances the understanding of 
expatriates’ job performance. In particular, an optimal competency model for expatriates 
may be defined by what implicit contracts it facilitates. While the firm and employees 
are committed to a long-term relationship, this is less the case for the boss-subordinate 
relationship in the context of an overseas assignment. The predefined term of the 
expatriate’s assignment will certainly influence the prospect of both actors for future 
economic rents and consequently be reflected in their degree of commitment to generate 
and/or maintain the implicit contracts that challenge the interpersonal relationship 
between them. The above may suggest that rather than evenly fulfilling the expectations 
of both HQ and local subordinates, the expatriate has less economic incentive to invest 
in building a new implicit contract within the local subsidiary. Second, the study 
develops a standardized instrument for the assessment of overseas assignment 
competencies and knowledge of its psychometric properties is critical to integrating and 
advancing empirical research on expatriates. Third, by focusing on the measurement of 
individual job performance, the study readdresses the current imbalance in the 
expatriate literature which mostly relies on adjustment as the outcome measure of 
expatriate success. In addition, by investigating the type of assignment (learning- or 
demand-driven), the study goes some way to fill the gap in the literature on the 
empirical examination of macro-level variables, aside from the individual level ones, 
that may influence the relationship between expatriate assignment and managerial 
effectiveness. Fourth, the study provides support for and expands the contingency 
approach to selection of expatriates developed by Tung (1981) by providing empirical 
evidence for the moderating role of expatriates’ type of assignment on the relationship 
between OACs and expatriates’ job performance. Fifth, by conducting interviews with 
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expatriates currently on assignment, as a complementary research strategy to the 
quantitative methods, the present study provides insights on the MNCs’ HR policies and 
practices as used de facto enabling actual practices to be compared with descriptions 
and policies designed by company’s HQ. The discrepancies found open up new 
directions for future research.  
 
Practical Implications 
Antecedents of overseas assignment success included in this study can, in part, be 
controlled by the company through the selection process. First, the findings provide 
direct practical implications in regard to what selection, training, and career planning 
policies and practices Japanese MNCs have to design in order to increase the success of 
their expatriates in Asia. The availability of an OAC instrument is crucial for firms in 
order to systematically assess and develop overseas assignment competencies among 
their managerial pool. Second, the findings indicate that companies have to adopt a 
contingency approach to selection and training of expatriates by applying different 
criteria for demand-driven vs. learning-driven type of assignments. While further 
examination is required, companies should also consider a wider range of individual and 
macro-level factors such as functional area of the expatriate, the subsidiary development 
stage, the industry sector of the local operations, and the country of assignment when 
selecting candidates to fill overseas assignments. Third, findings may be helpful to 
Japanese MNCs by increasing their awareness about the importance of taking a strategic 
approach to the expatriate selection process and paying closer attention to how 
expatriate policies translate into practice.  
 
Limitations and Directions for Future Research  
The findings from this study should be considered in light of a number of limitations. 
First, the validity and the utility of the OAC instrument should be further assessed by 
replicating the present findings in an independent sample. It would be very interesting 
to investigate the use of this measure with Japanese/non-Japanese expatriates working 
in different regions (e.g., US, Europe, Middle East), in order to better understand the 
role of national culture on the competencies required for successful overseas assignment. 
This would enable a more robust comparison in order to establish whether the OAC 
model tested here is specific to Japanese expatriates in Asia or more encompassing. 
Second, since the information on both dependant and independent variables is from the 
same respondent, this self-rated performance introduces the problem of common 
method bias. In addition, longitudinal research design is needed in order to provide 
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stronger evidence of the causal effect of OACs on expatriate’s job performance. Third, 
only a limited number of individual, job-related, and non-work related antecedents of 
assignment success were examined and controlled for in the present study. Future 
research should consider examining a fourth level of criteria, namely organizational 
antecedents, which was beyond the scope of the present study.  
As the importance of global human resource management is increasing, it is the 
author’s hope that the results of the present study can foster academic research in the 
field and enhance the efforts of Japanese MNCs to operate effectively in the global 
marketplace. 
 
Outline  
Research background, research objectives, and research approach are explained in 
Chapter I. Theoretical considerations and up-to-date expatriate literature focusing on the 
strategic role of expatriate assignment, outcome measures, and antecedents of expatriate 
success are reviewed in Chapter II. The measurement model of overseas assignment 
competencies is developed and tested in Chapter III. Hypotheses are developed in 
Chapter IV, and the research methodology is described in Chapter V. The empirical 
results of the relative importance of OACs and other expatriates’ individual and 
non-work related differences are discussed in Chapter VI and VII. A multiple case study 
of selection practices in Japanese MNCs is presented in Chapter VIII. At the end, in 
Chapter IX, theoretical and practical implications, limitations, and directions for future 
research are discussed.  
 
